Introduction
The marketing function is based primarily on fundamental strategic decisions like "Who is our ideal customer", "What is the value we propose", "How we ensure customers' satisfaction", "How we retain the competitive position" etc. [4] . Answering these questions correctly ensures that the company will stay market-oriented and thus will be able to adapt to the ever changing market conditions.
Market orientation can be defined as the company's ability to systematically generate relevant information about current and latent customer needs, spread this information across all company departments and use this information in decision making and subsequent behavior [3] , [7] . Market orientation can be hence viewed as the degree to which the company includes information about the external environment into its strategic planning [1] . Last but not least, market orientation can be defined as the culture that places the highest priority on the profitable creation and maintenance of superior customer value and that provides norms of behavior regarding the organizational development of and responsiveness to market information [16] .
Current research proves that market orientation correlates strongly with profitability (e.g. [10] ). Strengthening market orientation of the company should therefore be the main focus of the marketing department. The Chief Marketing Officer (CMO) or his/her alternate should be, at the same time, the main coordinator of the marketing function.
However, over the last years, marketers within companies have faced serious criticism coming from the top management as well as from other business functions (such as finance, sales or production). Such criticism stems from the generally shared opinion that marketing expenditures tend to rise whereas marketing effectiveness and efficiency seem to decline over time, as proved by relatively low satisfaction and loyalty levels of customers and their resistance towards marketing activities [14] . By "effectiveness" we understand ability to achieve marketing goals, whereas by "efficiency" we understand the extent to which marketing costs are well used by achieving those goals.
Literature Review
In literature, various reasons for low effectiveness and efficiency of the marketing function can be found. They include insufficient control of CMOs over marketing strategy and marketing mix, lack of convenient measures for capturing effectiveness and efficiency of marketing investments, tactical and short-termed orientation of marketing departments, and last but not least low reputation of the marketing profession [6] .
Insufficient control of CMOs over marketing strategy, and particularly over activities that influence customer acquisition and retention, lowers deeply the company's ability to create marketing assets such as brand value [14] . That such low control of CMOs over marketing mix exists even in multinational, seemingly market--oriented companies, was demonstrated for example by a recent survey of IBM [2] , in which 1,700 marketers were interviewed covering 19 sectors and 64 countries. According to the research, the marketing department had a relatively strong influence over communicationrelated marketing activities such as advertising, external communications or social media. On the other hand, their influence over other components of the marketing mix (i.e. price, product and distribution) was limited. Only less than half of the respondents stated they had control over issues such as pricing, new product development or distribution strategy.
The effectiveness of the marketing function is not only affected by the level of the marketing department's control over marketing strategy. Clearly, even the best marketing strategy will not have the pursued effect, if not comprised in the company's strategic plans. The strategic influence of CMOs, however, seems to be limited too, as illustrated by a recent survey among 227 Czech marketing directors. The results showed that only 14% of the respondents considered marketing department as the most influential in constituting the overall company's strategy [4] , while the most decision power appears to be afforded to the sales department (it was mentioned as the most powerful department by 55% of the respondents), followed by the financial department (mentioned by 22.5% of the respondents). However, differences were found over sectors. The influence of marketing department was conclusively the highest in the FMCG sector, since almost 40% of the CMOs working in this area stated that their department played the most powerful role in their company. Other sectors were far behind.
Another serious problem of marketing's effectiveness and efficiency is the inability of marketers to evaluate their activity appropriately. Marketing ROI is perceived as one of the biggest and most important challenges by marketers themselves, as shown for example by a study among US marketing directors, 83% of whom stated that demonstrating return on marketing spending is their top priority. Moreover, more than half of them consider current metrics for measuring marketing ROI insufficient [17] . Similarly, in the study of IBM [2] introduced above, only 44% of the respondents believed that they were sufficiently prepared to provide "hard numbers" that would relate marketing spending to financial results of the company.
The felt inability to link the marketing spending to financial results, however, may not be due to the inexistence of adequate metrics. Many companies still measure marketing effectiveness on the basis of profit, sales or market share. Unfortunately, from marketing point of view this is not the most suitable approach, because relationship of these indicators to marketing effectiveness is usually not direct and because a number of key marketing activities do not have an immediate effect on the overall results of the company [21] . Moreover, these indicators support short-termed orientation of companies, whereas building customer relationships and brands requires longer perspective. However, although relatively new measures exist that allow for quantifying the long-term effect of marketing spending (e.g. Customer Lifetime Value), they are still used only exceptionally [11] . The key reason for inappropriate (or the lack of) usage of available metrics may be the lack of analytical, financial and IT skills of marketing managers [21] , [22] . Consequently, under these circumstances, marketing expenditures are perceived as "soft money" which can easily be cut, rather than as investments [13] , [12] .
The generally adopted approach to quantifying marketing expenditure and company's financial standing prioritizes short-term orientation. Short-term orientation of marketing departments is further strengthened by high fluctuation rate of marketing managers. Managers responsible for marketing strategies and their implementation change positions at very short intervals (often shorter than two years). This means that before marketing strategy is implemented and evaluated, responsible manager leaves [9] . The vision of rapid promotion governed by positive short-term results naturally stimulates short-term behavior of marketing managers, who then lean towards sales mentality [22] , ignoring long-term impact on customers. Marketing managers can thus support programs which generate immediate profits (e.g. discount promotions, unfair and annoying marketing practices, risky brand extensions etc.), but which at the same time reduce the level of customer satisfaction and loyalty. This strategy, however, is not market oriented and does not bring longterm effects. In fact, according to a recent Teradata study [20] among 1,100 marketers from 19 European countries, short-term orientation of marketing departments was considered the biggest barrier of marketing effectiveness.
All of the barriers mentioned may have negative effect on the credibility of marketers in the eyes of their colleagues and top management. As shown in a study that measured how are US marketers perceived by their 4, XVII, 2014 colleagues from other business functions, only 38% of the respondents evaluated their marketing colleagues as good or excellent, only 18% perceived them as result oriented and only 34% believed that marketers in their company were strategic thinkers [15] . Low credibility of the marketing profession can be guessed also from the compensation of marketers in relation to other business professions. In the US, average salary of a marketing manager represents 69% of finance manager's salary and 91% of production manager's salary [19] . It also seems that being a marketing manager is not the best precondition for the CEO position. Among the hundred most important British companies, for instance, there are twice as many CEOs with financial background than with marketing background [19] .
The above described barriers of marketing effectiveness and efficiency correspond well with determinants of market orientation as described by Jaworski and Kohli [3] . These researchers proved that market orientation correlates with short-term versus long-term orientation of the company's compensation system (long-term orientation correlates with market orientation positively), relationships among individual company's departments (both formal and informal interconnection among departments correlates with market orientation positively) and last but not least the approach of top management towards market orientation (continuous support of top management towards market orientation and low aversion towards risk correlate with market orientation positively). As market orientation has proved to be one of the key determinants of profitability [10] , it seems to be most desirable to overcome the barriers of marketing effectiveness and efficiency. However, the general barriers described above can manifest locally in heterogeneous ways depending on the local context. Also, the barriers described in (mostly international) literature may or may not correspond to barriers perceived by local marketers. To give specific recommendations in a specific context, it is thus necessary to complement our understanding of the issue.
Goal of the Study and Methodology
The goal of this study is identification of the main barriers of marketing effectiveness and efficiency which are perceived by Czech marketing managers. These findings should be of high importance for both CEOs (resp. owners) and marketers, because increasing effectiveness and efficiency of the marketing function is their common goal. However, we also want to extend the current literature, as it is highly fragmented and US focused and individuate barriers that may be context-specific. Our study is based on two focus groups realized in cooperation with the research agency Millward Brown. The first focus group was realized with 5 marketing managers, the second with 7 marketing managers. All of the respondents were senior marketing managers. They worked in marketing departments of various sizes (in 4 cases they worked in large marketing departments of tens of employees, in 3 cases they worked in departments of less than 10 people, and in 5 cases they were the only marketing professional in the company) and various levels of internationalization (in 3 cases they worked for local companies, and in 9 cases for subsidiaries of multinational corporations). Respondents worked for companies operating in different sectors: 4 in FMCG, 5 in B2B, 1 in services, 1 in retail and 1 in durables. However, during their career, most of them gained experience from more than one sector. Each of the respondents was motivated to participate by a small incentive (1,000 CZK).
Each of the sessions lasted approximately 90 minutes. The moderator focused on three main fields. He asked first how respondents perceived themselves as marketers, second how they believed their colleagues and superiors perceived them, and third what were the main barriers for effectiveness and efficiency of their activities. For the first and the second questions field projective techniques were used, as they are facilitate the expression of deep and difficultly communicable thoughts through metaphors.
Both focus groups were recorded on DVD and subsequently transcribed verbatim. In order to translate the respondents' emic experiences into etic categories, the data was then analyzed through the operations of categorization, abstraction, comparison and iteration [18] .
Findings
The focus groups revealed several key themes that reflect how local marketers perceive their jobs. Their account exemplifies the locally lived experience of the barriers to marketing's effectiveness and efficiency as described in literature, but also identifies other barriers not mentioned in other studies.
In the following, we will first illustrate what marketers see as the main content of their jobs including the perceived strategic/operational nature of their work and their perceived influence over the company's overall strategy and marketing mix. We will then turn to marketers' image in the rest of the company and finally to the instruments used for measuring marketing's effectiveness and efficiency within the company. In this way, it will be possible to assess the existence and importance of these barriers at the local level. The last part of findings will then engage with the barriers specific to the local context.
Marketing: A Job with Vastly Different Content
Based on the respondents' accounts, it is clear that marketing differs greatly over various types of companies and over various sectors. Thus, while some respondents described their job as very comprehensive starting from marketing research, over strategic marketing (brand management, CRM, product innovation etc.), to more or less operational marketing (product portfolio management, pricing, marketing communications etc.), others gave a picture of their work as founded practically only in marketing communications (e.g. events and trade shows organization, media relations, advertising, website management, brochures and newsletter creation etc.). In the second case, marketing was understood as a supporting function for the sales department and its main goal was attracting new customers (see e.g. [8] ). As most respondents experienced marketing practice in different types of companies and different sectors, they can also give a more comprehensive account of its different manifestations. The content of the marketing function seems to depend partly on the customers it serves (B2B, B2C), the sector it operates in (FMCG, banking, retail, special goods etc.), but also on the type and size of company (multinational corporations, locally owned companies). Marketing in B2B companies appears to be more sales-supportive or even sales-identical than on B2C markets. What seems to have a major influence for the orientation of the marketing department, however, is the size and geography of the ownership. Marketing seems to be attributed less importance in locally owned and smaller companies.
Although our turnover is quite good for being a Czech firm, I'm the only person that does marketing for the whole world.
[…] I mostly move in the dark waters, where I try to work with a small budget. (durables)
Furthermore, due to the perceived high cost of market data, marketers at smaller companies in particular tend to suffer the lack of market information. Often, they do not undertake any marketing research and therefore have no idea about customer preferences, brand awareness etc.
When I only mention "research" of anything, everybody grabs rash and it is finished [...] I wish I could realize some research. (durables)
Larger companies have enough market data at their disposition. However, marketers from larger companies spend a lot of energy on administration (emailing, writing statuses and reports, long day meetings etc.), on processing of the enormous amount of data and on negotiation with other departments or the headquarters. The time of recession seems to further alter the content of marketing, in most cases to the worse. Several respondents mentioned cuts in marketing spending and the subsequent further narrowing of the marketing's field of influence, as one of the main solutions companies adopt when facing recession.
Since 2008 when the recession started […] there were three areas that were hit by huge cuts: investment, human resources and marketing.
[…] So the role of marketing right now is this broken person.
[…] Now we don't make analyses, we don't collaborate with research agencies, because of course it is not for free and the cost is significant and obviously strategic decisions suffer by that, too, and we don't exactly have many new products (FMCG).
The content of the marketing job conditions the degree of control over the overall strategy. Clearly, in cases where the marketing function is rather independent and given enough responsibility, it also defines questions regarding the whole marketing mix. Such department then engages in product innovation and development, defines pricing strategy, etc. which allows to pursue market orientation.
We are responsible for all activities of the company, we are supposed to drive things, we are pressed to have the thumb over most of the important steps [.
..] marketing creates the strategies. (FMCG)
Where marketing is limited to a very narrowly defined communication, the strategic decisions are also beyond their sphere of influence.
We deal primarily with communications, above the line, bellow the line. We do not talk into product range, prices. (retail) With us marketing is from research, through promotional items, inventing competitions, to posters development. (B2B)
The content of the marketing function, its effectiveness and efficiency, and the connected issue of marketing's influence over the overall strategy of the company (i.e. the level of overall market orientation) depends also on the person of CEO (or owner) and his/her professional background. CEOs with marketing background tend to understand the importance of long-term market orientation and the role of marketing. Thus, they delegate wider competencies to marketers, support their efforts and allow for a bigger influence of marketing in the overall strategy.
My best experience was in a company with CEO who was a marketer. He gave marketing great competences -marketing was managing pricing, margin, defined product range, innovations on the market etc. However, this was connected with responsibility -what will be the revenue and profit in each category -it was up to us how we will coordinate our colleagues in sales and other departments. It worked very well. But not everyone is so enlightened. (retail)
On the other hand, CEOs with sales, production or financial background may be a significant barrier for an efficient marketing function.
If there is no support from the owner, or the CEO and top management, it becomes a problem. (FMCG)
Our CEO is a former marketer and you can tell. Our former CEO was from sales and it is clear that this one is more helpful. (FMCG)
Our top management comes from production, thus production is the priority, and then sales support. (FMCG)
We have a director who used to be sales director [...] Marketing is a support, which does not have any say in planning. (B2B)
In cases where the top management is not inclined to include marketing in more strategic decisions, marketers have to, according to respondents, work hard on building trust with the top management and negotiate.
The negotiation with top management has its particularities depending on the type of the company: local or multinational. While in the locally owned businesses, there is often a lack of understanding of marketing itself and thus a certain mistrust towards operations that tend to be costly, multinational companies often do recognize the importance of marketing, but are managed centrally. Local subsidiaries are then often controlled by the multinational headquarters, where strategic marketing decisions are taken and communication campaigns prepared. Local marketing department is then responsible only for localization of those campaigns and reporting, and have a very small space in which to effectuate efficient marketing, as described in literature [5] . In their case, continuous negotiation with the headquarters makes up a significant part of their job.
It's a lot of negotiation with the headquarters, what they authorize and what not. (FMCG)
We were reporting all day long, we did not do anything else. (FMCG)
Marketers from subsidiaries with strict control seem to perceive the role of headquarters negatively. They believe that authoritarian control from the headquarters caused ineffectiveness and need of evasive maneuvers.
Sometimes the orders from headquarters were directly against the interests of our local business. (B2B)
Certainly it would help us if they gave us more space, more trust and opportunity to fulfill our strategies, which we defined here and if they gave a little more money. (retail)
We try to go in the direction declared [by the headquarters], but sometimes we look for our own unexplored terrain and do things a little bit differently or even guerrilla-like, I admit. These are fortunately fields that are almost completely under our control, such as PR or Facebook.
(retail)
On the other hand, some marketers from subsidiaries stated that headquarters give them adequate freedom. These marketers seemed not to perceive the role of headquarters negatively. The image of marketers within companies seemed to be often stereotypical and often based on images originated in popular culture. Respondents believed that they were often perceived as people who focused primarily on 4, XVII, 2014 "image" or entertainment, not on substance. Also, they are seen as those who understand things only superficially and who are slightly out of reality.
We were perceived as girls who have fun all the time, inventing nonsense, spending money that others earn, who make it difficult to work when having an all day meeting, because it's just laughter, guffaws and screaming… (FMCG)
A lot of my friends think that I'm living like the Mel Gibson movie "What Women Want." (financial)
They perceive us as people with ties who sometimes take this or that to pieces, do not understand things properly, but have gelled hair. (financial)
The misunderstanding of marketers' job also causes other colleagues to blame the marketing department when something goes wrong, even though the marketing does not possess appropriate competences. Respondents even mentioned that other departments tended to be averse towards activities they proposed.
If things go wrong, it is because of marketing, but it's never because they [the sales] would not succeed. (B2B)
When something goes wrong, it is marketing's fault. (retail)
Despite of these misperceptions, respondents agreed that their success was strongly dependent on others and that cooperation with their colleagues from other company's departments was one of the cornerstones of their job. Thus, the lack of understanding creates a serious barrier for effective work also because it is one of the reasons for a constant negotiation with other departments, which represents a source of demotivation and low effectiveness. A solution to this problem may reside in "internal marketing". As confirmed by the respondents, although it represents a potential source of frustration, strong "internal marketing" offers a way to ensure that marketing is perceived as an investment rather than a mere expenditure and should thus be of highest priority. Consequently, respondents working in companies that allow for such endeavor, try to engage their colleagues from other departments in informational sessions and/or marketing operations to educate them about marketing department's processes and their motivations.
Each quarterly period, when new products were launched, we invited accountants and all other colleagues not involved in marketing to participate in a session where we seemingly wanted to present the new products and distribute samples. Within this session each of us was to somehow present how much the company earned by our decisions or marketing activities Interestingly, the current recession that on the one hand caused cuts in spending and further movement towards short-term orientation, also opened up opportunities especially in internal marketing. This is documented by the respondents' accounts of how the low sales justified the involvement of other departments in marketing operations or how marketing serves as a tool to liven up other employees in times of bad news.
We went to all the people [in the company] and told them: "When you go to the drugstore or a supermarket to shop, look what's wrong with our brand, look for missing products or competition in our stands. This work will not cost you much time and it is extremely important to us". This worked pretty well. (FMCG) The difficulties that marketers encounter within the company and the efforts they have to exert to overcome them (not always successfully) are some of the main reasons for high fluctuation rate of marketing managers that, according to our respondents, further undermines effectiveness and efficiency of marketing, because each new marketing director tends to bring a radically new brand strategy. Long-term marketing strategy is thus impossible.
As with the content of marketing, however, even in the field of cooperation with other departments there are differences among companies, especially across their different sizes.
Unsurprisingly, small companies with an owner or just a few employees seem not to have very serious problems with communication and coordination of the marketing function. In this case it is the owner (or CEO) who has the final decision power regarding all marketing questions. The communication among the business functions is also relatively simple.
Because we have just two salespeople and one marketer for the whole world, we always find an agreement. (durables)
We have a marketing department with two people, sales department with just a few people and one technician only, so in comparison to large departments the communication runs simpler. (B2B) Smaller companies, as I know them, do not have divisions, there is the owner who is in charge of absolutely everything, managing sales, price or marketing creative strategies. This is what is strictly divided in large firms. (B2B)
Larger companies, on the other hand, seem to have significant problems with coordination of the marketing function and the consistency of marketing decisions.
Problems with Proving Return on Marketing Investments
Another serious barrier to marketing's effectiveness and efficiency individuated in the literature is the inability to prove return of marketing activities. This problem was confirmed by our respondents who perceived it as one of the reasons behind low credibility of marketers within companies. They highlighted, however, that many activities in marketing were difficult to measure (for example because the effects of marketing tools often overlap) and many marketing activities therefore stay unmeasured. Marketers are then left with intuition and trial/error method or common sense. In this regard they proposed that some level of intuition is necessary in marketing, as well as some rate of failure.
We have a few projects on which it is easy to see what marketing brings, but it is really just a few. [To measure the effect of mass-media campaign] it is more trial/error method. We use a campaign, then try something else and compare the sales." (retail)
One cannot rely only on the data and without data it is not possible. Ideally, both should be linked.
(FMCG)
However, over the last years, the measurement capabilities in marketing had improved 4, XVII, 2014 significantly. The respondents saw this especially as a contribution of digital marketing and loyalty programs which bring an overwhelming amount of customer data. Especially activities in the online environment can be easily evaluated, which motivates marketers to use digital marketing tools (e.g. SMS campaigns) rather than less measurable tools (e.g. radio or print advertisement). Respondents believed that moving from mass media to more targeted oneto-one media was an important trend. They found this transition easy to defend in front of both CEO and CFO, because it brings better measurability and higher efficiency.
Fortunately, the number of instruments that allow to measure and evaluate is growing. We control the whole sales process, we have our shops, our cashier system, information system, loyalty program and it is all very well connected. We think of a promotion, something like 20% off, there are coupons for this, so online we can see immediately what impact does it have. (retail)
However, an exaggerated switching to measurable processes in general and digital marketing in particular has its pitfalls, as documented by a respondent who noted that this transition might be sometimes artificial, responding to the need of measurability whereas actual effectiveness may be neglected.
To activities, that we are able to evaluate, we attribute greater credibility than those that are evaluated with a bit more difficulty. I think the sobering up in the world was relatively quick. In Britain, all rushed to the internet. "Well, we measure clicks, conversions, we have a webpage, we have fans on facebook." And they fell back from the traditional media and all of a sudden their brand started to erode and they found out that even though they optimized the banner no matter how [...] nobody clicked on it, because they did not have any reason. The brand was not sexy. (B2B)
Within the field of traditional measures, the most important criterion for evaluating the effectiveness of marketers' work tends to be profitability, turnover, or market share. Respondents were aware that these criteria lead them to short-term orientation. However, they did not see many possibilities for a change as shortterm pressures tend to be caused by top management.
They [the management] have a really short-term perspective... We do not talk about brand perception, where we want to aim... It is difficult. Unfortunately, short-term goals prevail. (retail)
The top management pressure was strengthened by the current economic recession that, as with the general role of marketing, also altered the way measures are used. Because there has been a growing pressure to cut spending, clearly what is sought is the justification for costs. As a result, pressures from the top management towards marketing accountability had been rising. Any improvement in justifying effects of marketing expenditures and investments is thus believed to be really helpful, especially in case the CEO was not very marketing literate. Respondents therefore agreed that they tried to measure effectiveness of as many activities as possible.
The pressure from up to do measurable things is growing. Because when there are cuts, the question is where and if you have arguments that you cannot cut this or that because it works and you have numbers, it is a strong argument.
[...] pressure on the measurability of everything possible is certainly a step in the right direction. (retail)
However, there seems to be the effect both of the market the company operates on (B2C/B2B) and of the company's ownership (privately owned/stock company). In case of B2B companies, there is more pressure on retaining customers. Marketers from B2B companies thus use longer-term criteria for evaluating effectiveness of their marketing activities, especially customer satisfaction and customer loyalty.
Privately owned companies, as opposed to stock companies, tend to have other primary goals than short-term profit. Also, if the company has a private ownership, the business culture of the ownership becomes more crucial (e.g. Japanese culture). When it is a stock company, there is more pressure on short-term profit. This is more often true for big multinational corporations operating in FMCG sector.
We measure the loyalty of the customers [...] and how many new customers we have, that is all for us. (B2B)
For us it's definitely loyalty. It is watched a lot and each lost customer is talked about and analyzed and it's a big problem, we just did something wrong." (B2B, privately owned) [...] the CEO is evaluated based on the results. It is complicated. I understand that if a Japanese company has been around for 400 years, they have a certain idea, but if you have shareholders it's another story. Somebody from Germany comes and says: "I'm here just to collect money for my shareholders. I'm not interested in anything else" (financial)
Long-term measurements offered by marketing literature such as Customer Lifetime Value or profitability of individual customers do not seem to be in use and were not even mentioned. Longer term marketing visions stay therefore very often just on paper.
The short-term and more tactical orientation of some companies may thus be caused by the perceived lack (factual lack of knowledge of) and inaccuracy of long-term measuring methods.
[to measure sales] is possible only for the tactical campaigns that you do on weekly basis. Then there are marketing goals that are very far away and you have to head there for a long time, because otherwise the brand will not live." (B2B)
Locally Manifested Barriers
Except for the barriers described in literature, our respondents individuated other issues that prevent the marketing function in their companies from being effective and efficient. First of all, what was found in locally owned companies was the unwillingness to alter the known processes, to alter the "way things are done". As one of the respondents notes:
It is a closed group of people [in the business sector] who are not even interested in letting other ideas and other people in and altering their way of thinking. (FMCG) In this case, even the internal marketing activities may not be sufficient to alter the top management's view of marketing. Marketing is thus limited to the top management's perception of what it is.
Second barrier that appeared in the data were some aspects of the Czech national and business culture, such as the unwillingness to share best practices and failures across companies or the general lack of competencies in the field. This precludes the whole field from learning and moving forward.
There was a person [at a conference] who was talking about how their company was great. So I didn't learn anything that I wouldn't know already. I don't know if it's typically Czech, because they show really nice case studies abroad. Although it is difficult to bring it here from the US, but nobody does it here. Everybody guards his/her limited knowledge. (financial) Also, since marketers do not learn about other marketers' failures, it may lead to the frustration from being the only one.
Conclusions
The goal of the paper was to explore the local manifestation of the barriers to marketing's effectiveness and efficiency. Such barriers, as described in literature, include the tactical short-term orientation of marketing operations, the lack of marketing's influence on general strategy, the lack of measures to link the marketing operations and its financial effects and the image of the marketing department within the company. These barriers often coincide with the barriers to market orientation of the company, which represents one of the key elements for its profitability [3] , [10] .
Our data showed that the above mentioned barriers to marketing's effectiveness and efficiency do exist in the local Czech setting and are encountered on everyday basis by the interviewed marketers, but that there also seem to be barriers not found in other literature (the unwillingness to alter the perceived content of marketing and the unwillingness of marketers to share their experience).
What was found as most crucial is the narrow focus of the marketing department, which causes its short-term orientation. This is 4, XVII, 2014 strengthened by the lack of use of measures that would calculate the long-term effect of marketing operations and the pressure on short-term profit from the top management. The marketers' work is then complicated by the misconception of marketing's function by its colleagues and by the CEO, who is crucial in defining the marketing's competencies, budget and strategic involvement. These barriers are then strengthened by the current economic recession, which increases pressures on accountability of all costs, and thus strengthens the short-term orientation (due to the better accountability of short-term operations).
Our data, however, also showed that there are big differences across different sectors, company sizes and ownership types. To summarize and synthesize our findings, we constructed a tentative model, in which we estimate four basic types of companies differing with respect to the role marketing plays within them. These are "B2C Marketing Oriented", "B2C Sales Oriented", "B2B Marketing Oriented" and "B2B Sales Oriented" (see fig. 1 ).
In case of "B2C Marketing Oriented" companies, marketing department plays rather strategic role. It ensures synergy among company's departments. Marketing department is typically large and does not seem to face problems with defending its budget. Effectiveness of the marketing function is high. The company should therefore focus primarily on efficiency of marketing activities.
Marketing in "B2C Sales Oriented" companies is still a relatively strong department. However, it is focused primarily on marketing communications. It is the sales department which controls the company. Effectiveness of the marketing function should be increased distinctly.
In "B2B Marketing Oriented" companies marketing and sales are strongly interconnected. The company acquires and retains customers by personal contacts, marketing communications plays negligible role. The company should focus primarily on efficiency of marketing activities.
In "B2B Sales Oriented" companies marketing plays insignificant role, focused primarily on sales support. It is perceived as a less important department and its budget is cut easily. In this case effectiveness of the marketing function should be increased distinctly.
What seems to play an important role in increasing marketing's reputation and securing the support of other colleagues is internal marketing.
Fig. 1:
Company typology with respect to the role of marketing Source: authors Apart from the barriers described in international marketing literature, however, our data also reveals barriers found in our specific context and not mentioned by other studies. In particular, what was found was the closeness and unwillingness to share.
Managerial Recommendations
In general, for increasing marketing effectiveness and efficiency the role of the CEO seems to be critical. The CEO should first of all appoint the position of CMO. He or she should concentrate on hiring such a person for this position who would possess strategic, financial and analytical skills and knowledge as well as ambition to do marketing in its broadest sense. Secondly, the CEO should support strongly and continuously the CMO's efforts within the company. The CMO should not be responsible just for marketing communications but for both strategic and operational marketing decisions.
Further, the CEO, the CMO and the CFO should agree on the usage of both short-term and long-term criteria for measuring marketing ROI. Both criteria should become part of the company's overall business criteria and should become basis for the CMO's compensation. The CEO should control performance of the CMO according to the criteria agreed. However, he or she should respect that marketing is connected with some degree of failure. Evaluation of the CMO's performance requires therefore a certain level of understanding.
The CMO should be continuously explaining benefits of marketing activities to other departments of the company. Setting up regular formal or informal meetings, for instance, seems to be an effective strategy in this regard, as does inventing creative ways to engage colleagues from other departments in marketing's activities. At the same time he or she should continuously search for new measures of the success of marketing activities. At least in larger companies CMOs should consider investment into such IT systems which would increase measurability of marketing effectiveness and efficiency as well as the credibility of his or her department.
Research Limitations and Areas for Future Research
This study is based on qualitative data originated from focus groups with marketing professionals. As such, it is not its goal to present statistically representative conclusions, but rather offer an insight into the current situation and individuate the heterogeneous problems marketers face in their everyday work that prevent them from being effective and efficient. In this way, the resulting typology of the different companies is also tentative and should be validated by a subsequent research.
Further research should investigate the quantitative side of the barriers to marketing's effectiveness and efficiency. In particular, it should address the quantitative distribution of the individuated barriers within different types of companies. Also, further research is needed to investigate these barriers in other contexts. In particular, it should address the barriers uncovered only in our particular context to determine, if they are context-specific or could be found in other settings as well.
Moreover, CEOs and colleagues from other departments should also be involved in the further research to get a more objective view which would give the possibility to confirm the findings.
